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MIMORANDUM FOR: Deputy Director of Central Intelligence 


SUBJECT: CLA/ DCD Management Relations Problei.s 
Under the NRO Concept 


i. Ever since the advent of the U-2 thera has been a newer 
sevugole between the Central intellizsence Amency (CLA) anc the Cnited 
iueas Air Perce (USAF) as to which would control, manave, ond 
ouograre covert reconnaissance over denied térvritory. The decision, 
at the tine of the U-Z, was that such control and manayermient would 
scot with the CLA. The USAR would provide logistical and ach inigtra- 
tive support. ‘The resulting managersent structure durin, tne J-2 ova 
yeoculted in a one»man chow run by Mir, Richard MM. Bissell, was 
conutrciled the entire project, including the deveiopnicnt, the technical 


x 
cirection, funding, contractins, security, and operations, Colonel 
easy was in charse of providing ths support of the Air Forca 
facilities, couch as, bases, incustxvial ec “ip ent, fucl, pe eanaiai 
sersonnel, and ail base and sround support facilitics, without woleh 
the program could obviously not have been accomplished within ve 
CLA. Yhe Airy Porce also furaished a majority of the funds. This 
ernent structure was ideal - Myr. Bissell had control of uil tne 
weesurces required, and reported te no~ons cxcept Mir. poe who 
nad in turn cdelezated complete freedom and authority to hir, Dicseil, 
with a requirement that he only be kept informed of major milestones 


* 


é. “ance the O-2, the appearance of additional and sookisiicated 
syeter.s and their related functions has created a very comrzie:: 
sngnacement situation. Instead cf one reconnaissance system we now 
Tave the U-2, its mens aircvaft system the A-i2, a whole facily 


wf catellites, and greatly enlarged related functions; such as, shote- 
xraphic proces noe | 25xX4A 


: 25X1 
NRO review(s) completed. 
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contracting, security, and numerous new develoniments which 2 

under consideration or have been recommended by various sources. 
This expanding arsenal of systems, projects, prozraras, and function 
produced an expanding bureaucracy. instead of a one-man sinvle 
manager direction of the covert reconnaissance proxram, we have the 
Special Group; DCI; DDCI; D/NRC; DD/SET; AD/ICSA; Director, 
Prozvam A, NRO: Director, Program B, NRO; Director, Pre wraen iO: 
NRO; Under Secretary of the Air Force; [iden involved in 
cirecting the covert recennaissance plan, 
5. As the covert reconnaissance activity grew, the N=O was 

created to provide a functional organization which would contsol ail 
covert reconnaissance systems and operations within the MaTcercters 
of a national yeconnaissance plan. Such aa Organization could be rcaade 
vo Work but requires one of two thinzs; (1) a chief exceutive who has 
to final decision in the assignment of functions and recvonsizilities 
erons the participating ane competing groups, or, (2) by cor..ororiss 
cement by the groups on the division of functions. In the case of 
NRO, neither of these two is evident. Attached is a Msti: ins of 
major projects plotted against five major management functions 
toestion marks depict areas of dispute and/or absence of any dof finitive 
assignment of responsibility. 


“, Such disputes have regulted in consides able confusion and 
siow-down of the entire National Reconnaissance Plana because of the 
ier amount of tire and resources devoted to arvument. 


>. It is imperative that this condition not be allowed to contiause. 
She sclution is really not difficult. Only two things are recuired: 
first, there must be a bvoad policy decision made between the pial 
vend ve enees the DCI, or the President. In this res ect there are four 
choices 


a. Make the NRO concept workable. This will take 
compromise, mutual respect, prior consultation on matter 
of substance, and getting toxether to agvee on some ice 
civision of responsibilities. 


: Z 
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b. Disband the NAO ay uaworkable and let the CLA 
and DOD act independently in the acquisition and control of 
covert reconnaissance systems, 

c. Let the situation continue as it is presently operating 
and pormit participatin« groups to maneuver and struycie for 
power and control. Such a line of action is so.netimes justified 
because it provides competition. Under detailed consideration 
this advantage is not likely to corapenvate for the inefficiceacy 
and confusion which necessarily results from auch an arranze- 
rent, 


d. Have the President assiga the total covert recciunais- 
sance function to either the CIA or the DOD. Tt should oe 
pointed out that in terms of pure capabilities the DDG could 
provide all necessary functions, facilities, anc cther asscts 
to sincularly carry out such an assignment. The CIA couid not, 
without assistance frorn the DOD. 

wAsguraing that the broad policy decision is made to the effect that a 


wt 
Sie 3 


NWO is desired from a national atandpoint then the second thin that mouct 
be done is to assign the projects, programs, and functional tasks to tie 
vavious proyrar directors in a manner which will result in an sccepte 


abele Bou eee nine between the CIA and the DOD. Euperience over the 
vast year has demonstrated the futility of attempting to assign these 
resvonsibilities on a piecemeal basis. 


eed 


6 it such 2 division of assignnients ig cance there are sever 
lovical division of functions, J] recorumend the following as a ceparture 
point for discussion: 


a. Give ovex-all manatement responsivdility for cil 

atellite progrars to the tdrecter of Proszram A with adequate 
cece esentation on control boards and evaluation cormscnitiees to 
Prorvam B. There can be little dowSt that the present Director 
tam A has adequate facilities and know-how to perform 
assigmment,. He reports directly and exclusively to the 
‘RO and this vresumably would make him immediately 
responsive to the requirements of the DCI. 
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b. Assign initial development of the covert satellites to 
the Director, Program B. The especial management technicues 
available to the Director, Program B provide the most secure 
environment fox the initial development cf specialized hishly 
covert systems, 


¢. Consistent with the reasons as stated in 6.b. above, 
assign most new developments in the entire field of covert 
reconnaissance capabilities to include such initial studics as 
follow-on aircraft, image intensifiers, etc., to Program B. 


d.__Reaffirm the assivnment of the U-2, CACART, za 25X1 
25X1 as total nianagement responsibility of Director, 
Program 5B, 


e- Zliminate[ consolidating 25X11 
those aircraft into the GOXCART program. 


f. Continue rnanavement relations of KREDLOCI¢ and 
R-12 as presently administered. 


Z. Assign all management functions for photozrevhic 
processing, photographic supply procurement, and pacto- 
grapaic R&D to Director, Prosram Ee This would ened Se, 
complete management control of the Eastman facility and the 
ssicnment of Sipe: tasks to the W estover Air Farce 
fac sai! the Suitland Naval Processing facility, [ 25X1 


ag required to ee the National Reconnaissance olan. 


+p 


25X1 


hk. dn Une with the above assigninents assign the gatellite 
vulnerability project to Director, Program A and assign the 
aircraft vulnerability and countermeasures to Director, 
Program B. 


i. Leave the satellite operations center under the 
Director, NRO. 


je Leave the air operations center under Director, 
Program B. 
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k. Cancel the TAGBOARD program. This provrar is 
controversial, dilutes Lockheed's over-all capability, threatens 
the security of the OXCART program, and has little overational 
success probability because of multiple systems involved. 


1. Assign other smaller projects or taske, such as, 25X1 


ona timely basis Clearly cGelining respongibilitics in toose 
nanagement areaga of technical direction, operational control, 
contracting, security, and budzeting. 


JACH G. LEDFORD 
Colonel CfAr 


Assistant Director 
feces etal 25x 


Attachments « 2 


5 


Approved For Release 2005/04/22 : CIA-RDP85B00803R000100170043-9 


25X11 Approved For Release 2005/04/22 : CIA-RDP85B00803R000100170043-9 


Approved For Release 2005/04/22 : CIA-RDP85B00803R000100170043-9 


“oof oe Approved For Release ORM ee: .CIA-RDP85B00803R000100170043-9 


Bee 


iitachment [OY 


MATOR 2 * NRO MANAGEMENT CAUL ING 


CONS LIC RET UE IN er GIPA TING GROUFS 
<a aenartasenpanitracaootis acon tenis a nsiptsnsnst aneiceiian octet geen abcess ie ee eae 
is Who directs schedules, and programa for film processins? 


Z. Who directs the developrnent of better processing methods, 
apuipment, and techniques ? 


3. Who controls the scheduling of satellites? 


4. ‘Who has technical direction and decision making authority 
in the satellite payload area? 


5. Who will have technical direction and operational control of 
TACSOARD? 


5. Whois responsible for developing capabilities in: 
25X1 a. 
b. 
cs 


7. Whois responsible for implernenting Purcell Pansi 
recommendations ? 


25X1 &. 


id. Who will manage any OXCART follow-on aircraft program? 


cy 


ig. Whatis the division of manayament responsibilities ta the 
areas of technical divection, operational control, security, contracting 
and budzeting among all the projects and prozyrams under the NRO? 

iS, What are the budsvet and funding procedures within the NRCS 
and between its participating groups? 
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Col. Ledford wrote to DDCI to register dissatisfaction with the NRO 
management concept as currently operating. 


"Since the U-2, the appearance of addtl and sophisticated systems and 

their related functions has created a very complex management situation. 

Instead of one recon system we now have the U-2, its follow-on a/c 

system the A-12, a whole family of satellites, and greatly enlaaped related 

functions such as photographic processing, pe eee 25X1 
25X1 contracting, security, and numerous new developments... 

This expanding arsenal of systems. projects, programs, and functions 

produced an expanding bureaucracy. Instead of a one-man single 


manager direction of the covert recon program, we have the Special Group, 
DCI, DDCI, D/NRO, DD/S&T, AD/OSA, Director, Program A, NRO; 


Director Program_B, NRO; Director, Program D, NRO, Under Sect 
25x1 ofthe Air Forces 


"As the covert recon activity grew. the NRO was created to provide a func- 
tional organization which would control all covert recon systems and opns 
within the parameters of a national recon plan. Such an organization 

could be made to work but requires one of two things: (1) a chief executive 
who has the final decision in the assignment of functions and responsibilities 
among the participating and competing groups, or, (2) by compromise 
agreement by the groups on the division of functions. In the case of the 
NRO, s;neither of these two is evident. 


"Such disputes have resulted in considerable confusion and a slow-down 
of the entire NRP because of the large amt of time and resources devoted 
to argument. 


"It is imperative that this condition not be allowed to continue. The solutioh 
is really not difficult. Only two things are required: first, there must 

be a broad policy decision by the SECTy of Defense, the DCI or the Pres. 

In this respect there are four choices: 


1)Make tne NRO concept workable. This will take compromise, mutual 
respect, prior consultation on matters of substance and agreeing on some 
logical division of responsibilities. 

2) Disband NRO as unworkable and let CIA and DOD act independently in 
acquisition and control of covert recon systems. 

3) Let situation continue as presentl¥ with each group maneuvering and 
struggling for power and control (this type of action someSimes justified 
in sense that it provides competition--however not likely to compensate for 
inefficiency and confusion resultins. )} 

4) Have the President assign the total covert recon function to either 
the CIA or the DOD. DOD could provide all necessary functions, facilities 
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without assistance from D 
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